
Instructional	Change	Teams	Survey	Summary	Report	

This report summarizes the BIO 0000 team’s responses for the Instructional Change Teams survey. 31 
people took the survey between Nov 01, 2021 and Nov 22, 2021. 

What are strengths and areas of improvement for the BIO 0000 team? 

The team’s strongest team process is Effective Communication and you could improve most on 
Egalitarian Power Dynamics. 

 

The team’s strongest emergent state is Shared Vision and you could improve most on Psychological 
Safety. 

 

To what extent do respondents agree about the quality of the BIO 0000 team’s collaboration? 

 

This agreement score is calculated based on the average difference between each response and the 
mean for each item, divided by the largest possible difference. 
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What do respondents think about their team’s outcomes? 

Do respondents think that the BIO 0000 team is making good progress towards their goals / has 
achieved their goals? 

 

Do respondents think they have developed effective collaborative relationships with other members of 
the BIO 0000 team? 

 

Do respondents think that they are more knowledgeable about effective teaching as a result of 
participating on the BIO 0000 team? 

 

Do respondents think that their commitment to student learning has deepened as a result of 
participating on the BIO 0000 team? 
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Table 1. Summary of Team Processes items.1 

Question Median Mean SD 
Strategic Leadership    
There is no one who would be available to help out team members when they 
have trouble working together. (R) 

6 5.6 0.82 

The team leader(s) are ready to take action if/when the team encounters barriers 
related to their goals. 

5 5.2 0.86 

The team leader(s) identify long-term opportunities or threats to the team’s 
success. 

5 4.8 0.92 

The team leader(s) make sure the team’s collaboration is running smoothly. 5 5.3 0.60 
Egalitarian Power Dynamics    
The team generally makes decisions by consensus. 5 5.4 0.61 
Ultimately, it is up to certain individuals to determine what the team does. (R) 4 3.8 1.12 
Regardless of any differences in team members’ rank and status, everyone on the 
team is able to voice their ideas. 

6 5.7 0.48 

Higher-ranked team members are more influential in team decision-making. (R) 3 3.4 1.25 
Team Member Commitment    
Team members put in time to help the team succeed. 5 5.5 0.51 
Team members show up to meetings ready to engage with the team’s task. 5 5.1 0.76 
Team members regularly express their commitment to the team’s work. 5 4.9 0.73 
Team members only show up out of expectation. (R) 5 4.5 1.12 
Effective Communication    
Communication among team members is unclear. (R) 5 5.1 0.56 
Team members communicate effectively to resolve conflicts and differences of 
opinion. 

5 5.3 0.64 

Team members often have a hard time making themselves clear to the rest of the 
team. (R) 

5 5.2 0.72 

Miscommunication occurs often among team members. (R) 5 5.0 0.66 
Communication among team members is consistent. 5 5.1 0.81 
Team members listen to each others’ perspectives. 6 5.6 0.56 
Clear Decision-Making Process    
Team members understand the decision-making process on this team. 5 5.2 0.90 
Team members often are in the dark about how a decision was made. (R) 5 5.3 0.64 
Team members have a set protocol (formal or informal) for making decisions. 4 4.3 0.86 
Team members are on the same page about how team decisions will be made. 5 5.1 0.47 
	 	

	

1	(R)	Indicates	the	item	was	reverse	coded.	



Instructional	Change	Teams	Survey	Summary	Report	

Table 2. Summary of Emergent States items.2 

Question Median Mean SD 
Shared Vision    
Team members’ perspectives often align while working on the team’s task. 5 4.9 0.60 
Team members are able to easily come to an agreement about the next steps. 5 5.1 0.63 
Team members all have the same idea of what the course(s) the team is working 
on should look like. 

5 4.5 0.93 

Team members are on the same page about how they should work together to 
accomplish the team’s task. 

5 5.0 0.80 

Team members are in agreement about how they should work together to 
accomplish the team’s task. 

5 5.2 0.43 

Psychological Safety    
Team members’ ideas are valued regardless of their rank or position in the team. 6 5.8 0.43 
Differences of opinion are welcomed within the team. 6 5.5 0.63 
Team members feel empowered to share their opinions within the team. 5 5.3 0.70 
There is a sense that if the process isn’t completely smooth, there is something 
wrong with what the team is doing. (R) 

4 3.7 1.20 

Team members are reluctant to point out difficulties or disagreements. (R) 5 4.5 0.96 
Sharing opinions with the team causes members to feel stressed or anxious. (R) 5 4.8 0.52 
Team Cohesion    
Team members feel that the outcomes are higher quality because they work as a 
team rather than as individuals. 

5 5.2 0.82 

Team members feel a strong interpersonal connection. 5 5.0 0.98 
Some team members feel marginalized within the team. (R) 5 4.9 0.83 
All team members feel that they belong on the team. 5 5.1 0.72 
Team members feel accountable to the team. 5 5.0 0.66 
Team members do not feel a sense of accountability toward the team. (R) 5 5.0 0.77 
	 	

	

2	(R)	Indicates	the	item	was	reverse	coded.	
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Our research group has developed a descriptive model for effective instructional change teams. This 
model is shown in the figure below and describes important aspects of team inputs, processes, states, 
and outcomes. This model demonstrates that team inputs influence how teams work together (team 
processes) and how they think and feel about their work (emergent states). These team processes and 
emergent states then contribute to the team outcomes. 

Each team process describes interdependent acts related to the team’s task (what teams do), while the 
emergent states represent team cognitive, motivational, and affective states (how teams feel and think). 
There are five team processes and three emergent states that encompass key aspects of how these 
instructional change teams work together. Team processes are: strategic leadership, egalitarian power 
dynamics, team member commitment, effective communication, and clear decision-making processes. 
Emergent states are: shared vision, psychological safety, and team cohesion. 

Below, we present the definitions of each team process and emergent state to help teams understand 
and interpret the results of this report. More information about this model can be found in our 
published manuscripts: 

• Sachmpazidi,	D.,	Olmstead,	A.,	Thompson,	A.N.	et	al.	Team-based	instructional	
change	in	undergraduate	STEM:	characterizing	effective	faculty	collaboration.	IJ	
STEM	Ed	8,	15	(2021).	https://doi.org/10.1186/s40594-021-00273-4	

• Olmstead,	A.,	Beach,	A.	&	Henderson,	C.	Supporting	improvements	to	undergraduate	
STEM	instruction:	an	emerging	model	for	understanding	instructional	change	teams.	
IJ	STEM	Ed	6,	20	(2019).	https://doi.org/10.1186/s40594-019-0173-4	
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Team Processes 

Strategic Leadership 

Definition: One or more team members engage in problem-solving related to the team processes/goals, 
build consensus within the team, and identify long-term opportunities and threats. 

Effective leadership may be a particular salient element in a team’s success. Our definition states that 
the critical aspects for facilitating strategic leadership involve establishing processes that facilitate 
consensus-building, acting proactively to avoid anticipated threats, and/or overcoming existing barriers 
towards team success. This aligns with functional leadership theory, which states that team leadership is 
the process of identifying and satisfying the critical team needs for team success (McGrath, 1962). 

Egalitarian Power Dynamics 

Definition: Team members welcome, value and consider everyone’s contributions appropriately 
regardless of their personal characteristics, position in the institution, or role on the team. 

Teams that establish and operate through norms that welcome, value and consider each team 
member’s contributions regardless of their personal characteristics, position in the institution, or role on 
the team also improve their ability to collaborate together. All the teams in our prior study cultivated a 
climate of open and non-judgmental communication that allowed low-ranked team members to feel 
safe sharing their opinions and concerns. Edmonson (2004) suggests that egalitarianism processes in 
team members’ interactions can help create a sense of psychological safety, which also informs team 
behavior such as help-seeking. 

Team Member Commitment 

Definition: Team members demonstrate high levels of engagement and interest in the team’s task. 

Teams whose team members demonstrate high engagement and interest in the team’s goals and tasks 
are more likely to improve their collaboration and sustain their efforts towards the team’s goals. This 
relationship was evident because team members contributed their ideas to the team and regularly 
attended team meetings even when they did not teach the course(s) under revision. We also found that 
the frequent interaction and active engagement with the team’s task helped maintain strong 
interpersonal relations. 

Effective Communication 

Definition: Team members share information freely, openly discuss and work through conflicts, and 
adapt their communication style so that others can understand them. 

Teams that establish effective communication by sharing information freely, openly discussing and 
working through conflicts, and adapting their communication style so that others can understand them 
are more likely to develop a common vision towards the teams’ goals. The connection between the 
development of a common vision and effective communication is not new. Senge (1990) says “visions 
that are genuinely shared require ongoing conversation where individuals not only feel free to express 
their dreams but learn how to listen to each others’ dreams” (p. 203). Zaccaro, Rittman, and Marks 
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(2001) argue that team members reduce the amount of processing and communication when having a 
shared vision on a team since they can better understand each other’s actions. 

Clear Decision-Making Processes 

Definition: Team members discuss and agree on how to go about making decisions relevant to the team 
and the team’s work. 

Teams develop clear decision-making processes by discussing and agreeing on how to go about making 
decisions relevant to the team’s goals. While the role and influence of establishing clarity of decision-
making to teams’ outcomes has not previously been identified in the literature, we found that it may be 
linked to developing a common vision and helping the team reach its goals.Emergent States 

Shared Vision 

Definition: State in which team members have shared understanding and agreement with the team’s 
goals and ways to reach those. 

Teams that develop a shared vision are more likely to reach their goals, sustain their collaboration and 
the instructional changes, and improve their ability to collaborate as a team. Research from business 
management corroborates this emerging idea that shared vision is critical for teams (Katzenbach & 
Smith, 1993; Kozlowski & Ilgen, 2006). Other studies in higher education also support the importance of 
shared vision as a team aspect that supports and guides the team in achieving its outcome(s) (e.g., Quan 
et al., 2019). 

Psychological Safety 

Definition: State in which team members feel that sharing their opinions and actions on the team will not 
pose any professional risk. 

Team members perceive a low risk of negative emotional or career-related consequences are more 
likely to improve their ability to collaborate as a team, shifting towards a positive and team-oriented 
direction and sustain their collaboration and/or the instructional changes. Researchers in business 
management and healthcare who study teams also support that psychological safety positively 
influences team performance (Bradley, Postlethwaite, Klotz, Hamdani, and Brown, 2012; Edmondson, 
1999; Sanner and Bunderson, 2015). 

Team Cohesion 

Definition: State in which team members have strong interpersonal connections and share a sense of 
accountability to the team’s goals. 

Highly cohesive instructional change teams are more likely to improve their ability to collaborate and be 
more eager to continue working together. Team cohesion is a widely studied emergent state in the 
teams’ literature (Mathieu, Maynard, Rapp, and Gilson, 2008; Kozlowski and Illgen, 2006). In the 
organizational literature, cohesion has been extensively studied as one of the team characteristics 
influencing team outcomes (Beal, Cohen, Burke, and McLendon, 2003; Kozlowski and Ilgen, 2006). A 
review study by Kozlowski and Ilgen (2006) concludes that teams with greater collective tasks and 
interpersonal commitment are more likely to be effective. Zaccaro et al. (2006) also claim that teams 
with a strong cohesion around their task will persist at the task, even when facing possible failure. 
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This material is based upon work supported by the National Science Foundation under Grant 
No. #1525393, #1914857, and #1914880. Any opinions, findings, and conclusions or recommendations 
expressed in this material are those of the author(s) and do not necessarily reflect the views of the 
National Science Foundation. 

   


